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Context: Workforce assessment required by FTA in 2022 


» 


~~ ETA Finding 


MBTA’s staffing levels are not 
commensurate with the demand for 
human resources required to carry out 
current rail transit operations and 
maintenance in addition to executing 
capital program activities. 


wa FTA Directive 
MBTA must conduct and submit to FTA 
a workforce assessment and 
associated workforce planning to 
include: 


1. Required activities that must be 
performed for rail transit 
operations, maintenance, and 
capital projects delivery 


2. Required resources to perform 
mission-critical activities 


3: Current staffing capabilities for 
mission-critical activities 


4. Safety risk(S) associated with 
current staffing shortages and 
how they are or will be mitigated 


From 2022 FTA SMI Final Report 
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Total Employees * 


MBTA headcount: FY19 - FY22 


Head count just 
<6000 FTE at 6.424 


start of FY19 ae 


FTA SMI audit conducted April 14 to June 
30; 2022 


Healey Administration Hiring Update As of 6/30/2024 


2,871 Total Hires | 798 Separations 


H ead cou nt + 1, Z, 68 (Achieved Gov’s goal of hiring 1,000 people) 
Capital Capital 
Operations 446 518 964 Operations 90 56 32 178 
Support 


Support 
2,871 Total Hires: 2,066 external hires 2,874 Total Hires: 2,066 external hires | 805 internalhires (promotions) 805 internal hires (promotions) 798 | ___ 798 Separations: 228 Retirements | 357 Voluntary | 213 Involuntary 228 Retirements | 357 Voluntary | 213 Involuntary 


Hires, Promotions and Separations 


Skn 
250 WB Tots! Hires BB internal Hires (Promotions) WB gcernal Hires Separations 


January 2023 March 2023 May 2023 July 2023 September 2023 November 2023 January 2024 March 2024 May 2024 


* Promotions include selection process internal hires only Draft for Discussion & Policy Purposes Only 


Fiscal Year 2024 Hiring Update As of: 6/30/2024 


2,122 Total Hires | 519 Separations 
ic a nn Se in a 


Capital Capital 
Operations 329 383 712 Operations 64 37 22 123 
Programmed Hiring 888 A8 936 Programmed Hiring 55 113 116 284 

Support Support 


2,122 Total Hires: 1,532 external hires 2,122 Total Hires: 1,532 external hires | 590 internalhires (promotions) 590 internal hires (promotions) 519 | ___ 849 Separations: 144 Retirements | 225 Voluntary | 153 Involuntary = 141 Retirements | 225 Voluntary | 153 Involuntary 


Headcount + 1,013 


Hires, Promotions and Separations 


i | Total Hires BB internal Hires (Promotions) Be 


Goal: 183 


July 2023 August 2023 September 2023 October 2023 November 2023 December 2023 January 2024 February 2024 March 2024 April 2024 May 2024 June 2024 


* Promotions include selection process internal hires only Draft for Discussion & Policy Purposes Only 


Workforce Assessment approach helps hone hiring efforts 


MBTA SMI Response 


Written into Corrective Action Plans 
(CAPs) for Special Directive (SD) 22- 
9, responsive to Findings 1 and 2 


Develop a workforce model of our 
organization to perform the 
workforce assessment to quantify 
resources needed to complete 
mission-critical activities 


Using the outputs to develop a 5- 
year hiring plan 
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What it is not or excludes... 


Performance assessment or 
recommendations about 
efficiencies 


Revision of job scope and 
responsibilities 


Parts of the org not required by the 
FTA - for the time being... 


¢ Operational support roles 


e Other modes (bus, commuter 
rail, etc) 


FTE data is as of a point in time in 
May 2024, have to set a line in the 
sand for data 


Org changes after the beginning of 
2024 


Workforce model built using significant data to better understand 
the organizational dynamics and needs 


The workforce assessment uses a “bottoms up” or activity-based method to quantify demand, or need, in terms of Full Time 
Equivalent employees (FTEs) and supply, or workforce (W/F), again also equated to FTEs, across the organization understand 
any shortfalls based on the differences 


Supply Demand — Current and 


Forecasted 


Eo 

Carew Giistecewet7] 4 [anon] 
Se = 
GEO —) KN 
Veo . 


(=) Q 
Total FTE Supply, Composition, and Distribution . Demand Analysis Poo : panne Analysis WOrKIOrGe Medel Outputs 

Quantified workforce supply by determining the Identified key responsibilities Adjusted required Quantitative and qualitative 
headcount of active employees, increasing this ene calculate gins wontons deianeite altel sis CLOe a DeINcen 
workforce supply based on assumed overtime utilization estimaves:to quantify the eee oF projected ae ree pea tall “ 
by job function, and accounting for additional workforce workforce demand (in hours) attrition in the form of projecte to deliver 

rd for each job function. retention and utilization. desired service levels to 
supplied through 3'° party labor. Dependency Modeling inform risk assessments 

Identified key dependencies and hiring plans. 


for job functions within and 
across departments to adjust 
workforce demand 
calculations. 
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Any shortfalls were subject to a Safety Risk Assessment (SRA) 


As workforce shortfalls in specific roles were identified, we conducted Safety Risk 
Management (SRM) Workshops to analyze risks and hazards that a shortfall could 
introduce and identified mitigation strategies to ensure we are operating safely. 


Safety Risk Safety Risk 
Workforce > Management ——)> Assessment 
Assessment 


(SRM) Workshops Reporting 


Workforce Safety 


Shortfalls Mitigation 
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Workforce Model Outputs: All In-Scope Divisions show a delta 


Total FTE Supply is determined by totaling Active Headcount and additional “FTE” gained through OT utilization (Active Headcount * OT Utilization) 
and 3" party staff augmentation. Total FTE Supply is then compared against FTE Demand to determine the FTE Delta. 


Base Active Active Active 3° Total Active Total FTE Difference 
Division (FTE) Equivalent OT | Party Supply Supply (FTE) nemand between Total 
as of 5/1/24 use (FTE) (FTE)* Active Supply 

& Demand 


eee 


| Maintenance Al, | ee | O | 301.8 | 8 | 116.1 | il, 2, eacrom O 2; | 2,687.4 | 4 | 633.5 | 5 


[say [100 | 00 | ~a33 | ans) aia anes 


Utilization of overtime and 3° party staff augmentation helps increase the Active FTE Supply by ~756 FTEs. 
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MBTA will continue to make significant progress closing the 
Shortfall in the next fiscal year 


Based on hiring progress Based on approved budget 


e The FY25 budget largely accounts for the 
additional employees that have been identified 
as necessary (~1600 current open positions 
with additional FY25 roles and current 


3 vacancies) 
g + ~1,000 Net e Working to determine how the needed positions 
Headcount in align with current vacancies of ~1000 positions 


FTA SMI analysis timeframe 
--------------- 


FY24 
e MBIA is developing a five-year hiring plan to fill 
workforce shortages and priority positions 
FZ Fv22 FY23 FY24 FY25 e Not all of the WFA shortfall can be closed in one 
year based on where the positions and hiring 
interdependencies 


—o_ 
Qn 
s 
un 
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Recent hiring trends show that MBTA has 
developed significant capability that will support 
closing the shortfall 


Draft for Discussion & Policy Purposes Only 


Analysis is a point 
in time “snap 
shot” of an org in 
change 


Items to keep in mind 


ry 


@ 
ow 


As our operation 
or service 
changes, so will 
the analysis and 
our needs 


a 
«v9 


First attempt to 
model a complex 
system with 
interdependence 
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@ 


Uses significant 
data with various 
limitations 


wie 
» 


Report and 
numbers therein 
only covers part 
of the authority 


e-4¢ 
t 
<0 


Next steps 


Aligned with the FTA’s required action under Special Directive 22-9, Finding 
2, the direct follow-on work designed to come out of the workforce 
assessment will be to develop a plan to close the identified shortfalls with 
a five-year hiring plan 


Monitor any safety risk mitigations in place or established as a result of this 
assessment to ensure they have the expected and intended effect 


lteratively update the model and hiring plans with refreshed datasets 
and/or as appropriate dictated by the operating environment or managerial 
decisions of the organization 
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Appendix 
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Workforce Model Outputs: All In-Scope Divisions shows a shortfall 


Total FTE Supply is determined by totaling Active Headcount and additional “FTE” gained through OT utilization (Active Headcount * OT Utilization) 
and 3” party staff augmentation. Total FTE Supply is then compared against FTE Demand to determine the FTE Delta. 


Based on 5/1 Headcount Target Service Level 


FY24 Budget OT Utilization Active OT Active 3'4 Party Total Active Total FTE FTE Delta (vs. FTE Delta (vs. sinannslvi 


Supply) 


saa ms a i oe 


Diver (FTE) AGTIVOLETE) (%) Supply (FTE) | Supply(FTE)* | Supply (FTE) Demand Active) FY24 Budget) 


*3'¢ party labor supply assumptions as of 5/23, figures are subject to change as additional analysis is conducted. 


Utilization of overtime and 3° party staff augmentation helps increase the Active FTE Supply by ~756 FTEs. 
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Workforce Model Outputs: Rail Transit Operations 


Total FTE Supply is determined by totaling Active Headcount and additional “FTE” gained through OT utilization (Active Headcount * OT Utilization) 
and 3" party staff augmentation. Total FTE Supply is then compared against FTE Demand to determine the FTE Delta. 


Based on 5/1 Headcount Target Service Level 


FTE Delta (vs. 
Total Active 
Supply) 


FY24 Budget OT Utilization Active OT Active 34 Party Total Active Total FTE FTE Delta (vs. FTE Delta (vs. 


Business Unit (FTE) HetveLETE) (%) Supply (FTE) | Supply(FTE)* | Supply (FTE) Demand Active) FY24 Budget) 


1,880.6 -334.8 -227.8 


*3' party labor supply assumptions as of 5/23, figures are subject to change as additional analysis is conducted. 


Utilization of overtime and 3° party staff augmentation helps increase the Active FTE Supply by ~198 FTEs. 
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Workforce Model Outputs: Maintenance 


Total FTE Supply is determined by totaling Active Headcount and additional “FTE” gained through OT utilization (Active Headcount * OT Utilization) 
and 3" party staff augmentation. Total FTE Supply is then compared against FTE Demand to determine the FTE Delta. 


Based on 5/1 Headcount Target Service Level 


FTE Delta (vs. 
Total Active 
Supply) 


3730 | 3800 cous | 4955 | asta | 2558] aa7 
| 


FY24 Budget OT Utilization Active OT Active 34 Party Total Active Total FTE FTE Delta (vs. FTE Delta (vs. 


Business Unit (FTE) Active(FTE) (%) Supply (FTE) | Supply(FTE)* | Supply (FTE) Demand Active) FY24 Budget) 


*3'¢ party labor supply assumptions as of 5/23, figures are subject to change as additional analysis is conducted. 


Utilization of overtime and 3° party staff augmentation helps increase the Active FTE Supply by ~418 FTEs. 
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Workforce Model Outputs: Capital 


Total FTE Supply is determined by totaling Active Headcount and additional “FTE” gained through OT utilization (Active Headcount * OT Utilization) 
and 3" party staff augmentation. Total FTE Supply is then compared against FTE Demand to determine the FTE Delta. 


Based on 5/1 Headcount Target Service Level 


FTE Delta (vs. 
Total Active 
Supply) 


FY24 Budget OT Utilization Active OT Active 34 Party Total Active Total FTE FTE Delta (vs. FTE Delta (vs. 


eines at (FTE) Active (ETE) (%) Supply (FTE) | Supply(FTE)* | Supply (FTE) Demand Active) FY24 Budget) 


*3'¢ party labor supply assumptions as of 5/23, figures are subject to change as additional analysis is conducted. 


Utilization of overtime and 3° party staff augmentation helps increase the Active FTE Supply by ~108 FTEs. 
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Workforce Model Outputs: Safety 


Total FTE Supply is determined by totaling Active Headcount and additional “FTE” gained through OT utilization (Active Headcount * OT Utilization) 
and 3" party staff augmentation. Total FTE Supply is then compared against FTE Demand to determine the FTE Delta. 


Based on 5/1 Headcount Target Service Level 


FTE Delta (vs. 
Total Active 
Supply) 


FY24 Budget : OT Utilization Active OT Active 3"4 Party Total Active Total FTE FTE Delta (vs. FTE Delta (vs. 


Business Holt (FTE) petve FTE) (%) Supply (FTE) | Supply(FTE)* | Supply (FTE) Demand Active) FY24 Budget) 


SAFET - | SAFET Operational _| = ¢) 27. = | ome al ¢) | 7585 5 | 486 6 -42. i eae er | | 466 6 


SAFET - Engineering ox 
a Construction ° 


TOTAL [ei 0) So 0) [ex] aay 3 [Pee] 3 [ate 7 -141. [| ee | -121. [es | | 4085 | 5 


*3'¢ party labor supply assumptions as of 5/23, figures are subject to change as additional ee is conducted. 


Utilization of overtime and 3° party staff augmentation helps increase the Active FTE Supply by ~33 FTEs. 
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